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ABSTRACT 

This document summarizes the recommendations made as 
a result of a study on administrative utility analysis and vocational 
education programs for Puerto Rico, The major recommendation was thar, 
the Area of Vocational and Technical Education (AVTE) in the Puerto 
Rico Department of Education be restructured at the central 
organizational level, for which various level positions, offices 
functions, and responsibilities are detailed. Included are general 
guidelines with regard to the internal management structure and 
operating methods for the individual vocational programs. 
Organization structures are presented for specific area programs in 
industrial arts, health occupations, industrial and technical 
education^ vocational agriculture education, home economics 
education, business education, distribution and marketing education, 
vocation guidance, and special programs. Other recommendations were 
made for restructuring the AVTE regional organization, planning and 
budgeting operations, and all internal systems and procedures. 
Present and recommended organization charts for the AVTE 
administrative organization and for the various vocational and 
technical education programs are appended. Related documents are 
available as VT 019 716 and VT 019 717. (MF) 
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August 12, 1971 

Dr. Rnmon Mallado 
Sccro-Lary of Education 
Department of: Education 
Con-«mor.wca., th of Puerto Rico 
Hato Key, Puerto Rico 

Dear Dr, Mcllado: 

We have completed o'.n- : r.udy on .\dmln istrat: ivj Utility Anaiy/.iy and 
Prcj^riiia.s r-l" Vocation.-il. IvJuivu for the .. \' '.o-m , : ■ )nal and Teclinifial 

KdaraL'Loa '.'f the Do.pa :-t:meni: : : i::at- i on , iu- ol- 'ny^ Is a summary of the 
rccomr;.oiK.!; . ions inclur!(?.d in l:hc main body of the Report. 

BACKCROljMD 

Presently, tlie Area of Vocational and Technical Education I3 headcid 
by Dra. MarTa Socorro Eacot, Asi^rLstant Sc^cretary of Vocational and Technical 
Education. Educational .services are ofi'ored to youcip, and adults in seven voca- 
tional schools, eight high schools with vocational departments, two technological 
Institutes r^nd 376 secondary schools with vocational programs. Basically, the 
A.V.T.E. is structured in eight programs managed by Program Directors and the 
educational services are carried out at throe levels: central, regional and 
school dis tricts . 

The A.V.T.E. is facing a compound problem of hiaving an increasing 
student population and number of programs to Implement u^ith a limited budget at 
its disposal. This situation necessitates a continuing effort at searching 
alternative uses of its funds in an attempt to derive the most effective utili- 
zation from the services it has at its disposal. 



Boing aware of the continuous need to apply modern administrative 
management techniques to cope with the expansion in the seope of the voeational 
programs, the Department oC Education decided to hire the services of Peat, 
Marwick, Mitchell & Co, t conduct an Adininistra i ve Utility Analysis of the 
Area of Vocati.onal and Tei hnical Education. 

OBJECTIVES 

The principal or j natives of r.he Adm i.n i t r::t i ve irLilLty Aiialysi.q v;ere: 

. Indicati '::i areas ovo- •Ci.rti. : l ridnniri n l:::::lL i ve 
pyrar.i id i •. 

. Optimum ut: i.l Lzation of available human resources, 

. Tdenti f ication of areas of activ:ity duplication • 

. Determination of new services and required personnel 
to ade(|uatcly adrainls tcr those services, 

. Improvcmen.t and acceleration of administrative pro- 
cedures such as; purchasing, budgeting preparation 
and hr'rLng of personnel, 

. Provision ['or more active participation in the 
administration of the Program from the regional 
and local levels . 

SUM>fARY OF RECOMMENDATIONS 

The recommendations set forth in this Report should be implemented 
in light of the economic and budgetary conditions of the Program, federal funds 
available and availability of personnel* 

The follov/ing is a summary of our recommendations. The recommenda- 
tions are classified according to the following groups : 

a. Central and Program Level Organi^ational Structure 

b. Regional Level Organizational Structure 

c. Planning anid Budgeting 

d. Systems and Procedures 



PerHonnc.L iwaluation and Policies 

f. Salary SCructuro 

g. Personnel Rcquiremo.nlis 

h. Coordination witli oLlior Government Agoncios 

i . Legislation 

(a) Central and Progi-aui. I.evel 
0 rg ■ : * n t ' n .1 1 S t r ur t ■ i ro 

1, Mct-i tructure Central Or^^anij^at ion to provide the Tollowuij^ central 
level pooitions : 

. Assistant Secretary of Vocational and Technical 
Education 

. Assistant to- the Assistant Secretary of 
Vocational and Technical EducaLion 

. Executive Of:i:icG cons Luting of: 

Exe cu 1 1. ve Ass i r, t an t ( 1 ) 
As s i s I: a n t for P r og r arr.s ( 1 ) 

, Head of In tcragency l.at ions and Proinot i on 

. Director of Instruction 

, Head of A(hirinis t ration 

. Head of Information SysterT:- 

. Head of Planning, Budp,o. ting and Evaluation 

. Head .of Vocational Research and Curriculum 
Development 

. Head of Professional Training 

Tlie Director and tlie five Office Heads will directly report to the 

Assistant to the Assist£int Secretary for Vocational and Technical Education, 

2. Establish an Executive Office attached to the Office of tlie 
Assistant Secretary. The Executive Office should have the following members: 

. Executive Assistant 

. A'^sistant of Programs 



3. Esliablish aa Offi.co for Interagency Relaliions and Promotion, 
attachtul to the OfflcG of the x\ssist:ant Socrotary, v;i.[:h prima responsibility 
for the improvemont of commun i.cations and relations with government agencies 
the community and other institutions. 

4. Distribute the present functions and resnonsibi L itios of the 
Research Coordinating Unit among the following units of the proposed 
organization: 

J^^gjLg-L^^ ^^^-^- Research and Curri culum Develo i ) ment Ot: I: ice 

. Vocational Research 
. Curriculum Development 



P rof ess i onal Training Office 

. Coordination of Teacher Training 
. Coordination of Researcher Training 

Info r ma t i o n S vs t ems Office 

. Compilation of Kducational vS tatis tics 
. D issemination of Research Information 
. Maintenance of a Research hibrary 

Vocat ional jGui_danc:c Program 

. Follov;-up oE Vocational-Technical Graduates 

5* A central clericai. pool should be established under the supervision 
of an experienced secretary and v;ithin the. scope of res])onsibiliLies of the 
Office Services Unit. The pool should be i:ormed by selecting a specified nui:ibcr 
of secretarial personnel from the individual program units. The recommended 
number to l^e selected from e.?ch program is specified in the body of the Report, 

6. Organize ten program units headed by Program Directors v;ho report 
directly to the Director of Instruction, The recommended program units are: 

. Industrial Arts 

. Health Occupations 



. Vocational Industrial Education 

. Technical Education y 
. Vocational Agricul ture Education 
* Home Economics Education 



, Business Education 



Distribution and Marketing Education 



V 



. Vocational Guidance 
. Special Programs 

Tlie following rcconimcucla Lions arc j^cncral guidelines which- v7c propone, 
based on Lhe findings and conclusions with regard Co Che internal inanageiiienl: 
structure and operating methods of the indivi.dua] vocational-technical proj^ranis. 

These guidelines will provide a base for establishment of a funcLional 
organization structure for each vocational-technical program which in our 
judgement is a prerequisite to the other steps which wo consider essential to 
improvir.g the effectiveness of program administration. 

The present and rcconimended ori^,;u) i./.ation charts for the vocational 
programs are included in the Appendix of this Study Suriiniary, 

Ind ustr I al Arts 

W(} recDinmond that tlie Industrial Art.s Program ho organ fj^ed i.n two 
major functional areas reportinj^ to the Pro^vj'am Director, Each Cnncti.onal aroa 
should be placed under the respdns Lbility of an Assistant Program Director - an 
Assistant Director of Operations and an Assistant Director of Adinin.i trat ion. 
T'he curriculum develor.inent and training function should he remt. jd to the Are^i 
level units designated in our central level organization as responsible for 
those funcCions, 

The operating function within Industrial Arts should bo further 
divided into two groupings of the educational regions. Kacb of these groupings 
would be placed under a Gent^ral Supervisor, The educational regions could be 
grouped as follows : 

General Supervisor A General Supervisor 1^ 

San Juan Ponce 
Arecibo Humacao 
May ague z Caguas 



The scope of our review did not cover Lhe lower echelon posit: Lons 
within this program; however, the oh.servations made in our visits to the 
regions and the interviews conducted at the central program level indicate 
that the present ratio of teachers to C^eneral Supervi.sors - over ^0 tu 1 ~ 
is too large. Wo recommend that the number of the regional personnel should 
be increased by r»ot less than six supervisors and five teacher coordinators. 
The recommended distribution of supervisors and teacher coordinators by region 
should be based on Che number of teachers in the region. 

The Assistant Director of Administration should be responsible for 
the coordination of procurement-., personnel appointments and physical plant. 
It should also include assistance to the Program Director in development of 
p] ans and budgets and in reporf ing of operations, 

IlL'altli Occupations 

At this time, the flealth Occupations Subpro^^ram is a part of a 
larger program of Vocational Industrial Education !-.ogether with Trades and 
Industries (T. 6 I.), Manpov/er Development and Training (M.D.T.A.), and Work 
Incentives (W.I.N.) . 

In the next section of this chapter, we recommend the separation of 
T. & I., M.D.T*A., and V/.I.N., from Health Occupations and the establishment 
of a distinct program unit in v;hich the three would fit. 

Analy?:ing the present structure of Health Occupations in light of 
current operating I'equirements and projected growth, we come to the conclusion 
that some restructuring is necessary to strengthen the Program's functioning. 

We recommend that Health Occupations be established as a separate 
program with a Program Director reporting directly to the Director of 
Inscruction. 
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The Program Director, in adcIlLioa to planning and budj^eting respon- 
sibilities as vjcl.l as the preparation of reportjj c. : operations, would h.avo 
rerinon.^3ibility for the coordination of all procuroinont functionrp within the 
Hefilth Occupations Program. Perscnnc]. appointments and school and shop 
facilities would also be und(2r his responsibility. 

The Assistant Director of Operations wou].d be assisted by a 
Supervisor in charge of school accreditation, rnd a Coordinator in charge of 
Pharmacist's Assistants courses. He v;ill also coordinate and plan operations 
of tlie General Supervisor. 

We recommend that a staff of General Siipervisors bo i:}s tablished to 
carry out the actions generated by the Health Occupations Program. Initially^ 
we recommend that the Program be represented by throe General Supervisors, one 
for every two regions. Therefore, a total of three permanent General 
Supervisors positions should be recruited ^ind assiv^ned to this program to 
provide effective supervision of field operations. 

Vocational Indus trial !■ ducat ion 
Trades and Indus tries (T . & I . ) 
Manpov;er Development and T'raining (M.D.T,A.) 
Work Incentives (W . I . N . ) ^ 

After examining the individual scope of T. & I., N.D/P.A. and W.I.N. 

Subprograms and considering their present location within the organizational 

structure, staffing at central level , proj ections for 'enrollment , number of 

teachers for the next fiscal year and their interrelationships, we conclude 

the following: 

. Tlie Subprograms should remain in the 

organizational structure in which they form 
part of Vocational Industrial Education. 

. llie relationships between the Subprograms is 
significant and their relative location in an 
organization should reflect this. 
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We, therefore, recommend that a Program Unit be esta]).lLshccl in which 

T. & I., M.D,X.A. and W.I.N. Subprograms arc grouped top.i.^. thar unde.r one 

Program Director. 

The Program Director will have two Subprogram Directors and an 

Assistant Director reporting to him: 

. Subprogram. Director for T. f< I. 

. Subprogram Director for W.I.N, and II.D.T.A. 

, Assistant Director of AdmLn : stration 

The Subprogram Director for T. & I. and the Subprogram Director 

for W.I.N, and "M.D.T.A. v;ould have direcl r.e::poasibil i.ty for the cjpcratlons 

of their pi*ogranis. Tlieir inputs, ideas, plans and recon:inenda(:ions ,7;hould be 

implemented tlirough th.e VocaLionaJ. Industrial Kducation LMrograni Director and 

their respectLvo Assistant Dircietors of Operations. 

The Subprogram Direct: or of Trades and Industries will have three 

Assistant Directors as Tollows : 

. Aiisistant Director of Rej^^ular Programs 

. Assistant Director of Special and Cooperative 
Programs 

. Assistant Director of Operations 

The Assistant Director of Regular I'rograms would have. stalM: respon- 
sibility Tor the impli.!mentation of the ap[u-oved plans al'l'Cieting the regular 
program of instruction in T. & I. He would i.nltiate actions and j ecomuiendati ons 
related to this program area which would be ifp.pj ementLul chrougli the Assistant 
Director of Operations. 

The Assistant Director of Special and Cooperative Programs would 
have responsibilities similar to those described above lor the Special and 
Cooperative Programs within T, & [, 



i.x 

The Assistanl: Dlroctor of OporaLions is respon.sibla for the fi.eld 
ofjcrations of T. & T. Hg has a staff; of three Area Supoi*vi.sors who in turn 
work through the General SupervisorH attached to the educational regions. Each 
Arcci Supervisor will be responsible for two regions and will work directly with 
the Assistant Regional Ditcctors of Vocational'-technical Education in matters 
affecting T. & I. 

Training and curriculum development activitie:-} should be removed to 
the central level units rccponsible for those functions. 

VJe believe tliat strengthening of the orgaiii?:at ibnal structure at the 
central program level in thLs caf5e has to ^o hand-in-hand with s tren^'.i'^^^^-^iiig 
the supervisory effort at regional leve].s . In our visits to the educational 
regions, we observed the v/orkload of the 'L\ iS f. supervisors and this further 
strengthens our recommendations Cor increasing the aun:ber of regional 
supervisors , 

The following is our recommended level of General ^Supervisors : 



Proposed ^i^L^^uTill^ ^ Increa se 

San Juan 4 2 2 

Ponce 3 1 2 

Mayaguez 3 1 2 

Arecibo 3 12 

Cagnas 2 1 1 

riumacao ■ 2 1 1 

Total 17 7 10 



The staffing level of Industrial Coordinators should remain constant. 

These" levels take into consideration the establishment of a regional 
level Administrative Unit which would absorb a great part of the administration 
and business management duties v;hich currently are being accomplished by the 
Regional General Supervisors. 

ERIC 



The rogram DlrecLor for W/F.N. and M.D.T.A, v;ill have two 

Assistant reel: us ToLlov/s : 

. Assistant Director for Special Programs 
. Aysistant Director oC Operation.^ 

The AssisLant Director for Special Programs will be a.ssistod by Lv/o 
Area Supervisor.s . These two Supervisors v;ith offices at the ccMitral program 
level will have rei^ponsibility for coordination wi(li the Regional General. 
Supervisors through the corre.sponding AfisisLant Rc:\^ional DirecLors for 
VocaLional and Technical Education, 

All fi.fild operatlion',^ c.oncevni.nj-^ M»D.T,A. and [; -bprograiTis will 

be Lhe responsibility of the Asi:;istant Director of Operations. The Assistant 
Director of OperaLions will direct the M.D.T.A. Subprogram and he will also 
implement the recoinmendationj; of the As-.vistanl: Director for UM.M. 
I We reconimend thaL a staff of Kegional General Supervisors be estab- 

lished to carry out the actions general.ed by the central programs group. 
Initially, we believe that the W.I.N, imd M.D.T.A. Subprograms be rcpresent<Kl 
by one Genera]. Supervisor in each region wiLh the exception of the San_Juaa 

■I 

j Region which, due to the concentration of courses should have Lwo. Therefore, 

; a LoLal of seven General Supervisors should be recrui.Led and aspjigned to those 

Subprograms to provide effecLive supervision of field operations, 
/ The Assistant Director of AdminisLration x^i.ll have responsibility 

for matLers concerning personnel, purchasing, facilities and for supportive 

j 

clerical and administrative services to Lhe other jnembers of the Central 
Program Staff, lie will also assiiit the Program Director in the development 

' of plans and budgets for the three Subprograms and for the entire Program 

] O Unit. 

ERIC 



Tcjc 1 uiic al F.d uca L ion 
iTio poHi.Li.oa of Program Director is vacanL; Lha DlrocLor of 

s acLing as Program Director. Ideally, Ll\e candidate to fii.V 
Lhi.s por}itioa should have direct experience rui Director of a Technological 
Institute. V?a recommend to upgrade the salary levo.1 of l:his po?ii.tioa to iiuike 
it attractive enough to be coni;idered favorably by an Inrititutc Di.rector. 

The four-year plan calls for a si:ioablo increase of operations. The 
number of teachers is planned to increa.se from 33 to 86 teachecr. in. 1972, 93 
in 1973 and 128 in 1974. 

llie rccouaiuinded orga.ni/'.at Lon s t:ruct:ure takes into confiichir^it i.on the 
planned increase in operation.^. Tentative rccomnieudod target dates should be 
adhered if the planned increase mater Lalii'ioi^ . 

Recoi"nino.ndt:*.d target dat(i:5 are as follows: 

. Ar:o.intant Director of Ad.ini.in'stratiou - 1971-72 
. Assistant Director of OpcratLon.s - 1972-73 

Voca f io na l^A.jj r ic\ 1 1 1: uro 

We recoin!nend that the organi/.ational struct: ure ol: tha Vocational 

Agriculture Program be rapdified to reflect the criteria sot forth for the 

development of the area level organi^ation/il structure. 

The Program Director sliould have the follov/ing three Assistant 

Directors reporting directly to him: 

. Assistant Director of Administration 

. Assistant Di.rector of Future Faniiers of 
Amor i.ca 

. Assistant Director of Operations 
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The Assistant DirocLor of Adminx;5Lral:ioii should be rcspoas i.ble for 
coordiaat:ioa of ciquipmcnt purchaseSj personucl and school faci. Li Lies . He 
should be the L'ograni DircBcLor's principal nssistanL in Lhe davcolopment of 
plans and budgets and in Lho. proparaLion of reports of operations. We believe 
thcit considering Lhe projected level of program operations^ for Lhe coming 
fiscal year, it will not be necessary Lo add additional positions to the 
adrninisLraLive funcLion of Lhe Program. 

The Assistant DirecLor of Operations will oversee all field opera- 
Lions (including the specialized schools) of the Progr^.'.m and closely follow up 
the impleraen Cation of Lhe approval plans, ile will have four Genecal 
Supervisors to assist him in accomplishmotit of these funcLions. 
The Supervisors will bo assigned as follows: 

. Adult Programs - a sLaff advisory po^i^i.Lion, 
This supe rv isor will imp J.onu.'n i: h i.s recommended 
actions Lhirough the Ass i.stant Directoi' of 
Operations . 

. Specialized Schools - will be able to implement 
actions directly. 

. Region Grouping "A" - responsible foi; field opera- 
I tions in the San Juan and Areeibo Regions. 

. Region Grouping "B" - responsible for field opera- 

I tions in thiO Ponce, Mayagiio-/, Caguas and Humacao 
Regions . 

. The establishment of the Administrative Units at regional level and 

the introduction of an Assistant Regional Director of Vocational-Technical 
Education in each region will enable the present Regional Supervisors to work 
more effectively and to spend less time in administrative matters, Por this 
reason, and since the projected level of teachers for Lhe next fiscal year is 
equal to the current year, no additional reinforcement is needed in the number 
of Regional Supervisors for this Program. 



Iloina EcoLiomic s i'!d u cati on 

The Home r:;conomics Education Program should be. restructured organi- 
zationally as follow5i : 

The Director of the Program should Iiave throe Assistant Directors 
reporting to her; an Assistant Director of Administration, an Assistant Director 
of Wage Earnings and Adult Home Making Prcgranis, and an A.ssistani: Director of: 
Operations . 

The Assistant Director of Operations should be responsible for all 
operational aspects of the Program in the field. He should have two General 
Supervisors reporting to him: o.ach Supervi'-or v;ill bo. responsible cor three 
educational regions - one should have respovKsibility for the San Juan, Naya^Mio.z r 
and Ilumacao Regions and the ot her should be r^^'sponsible for the Ponne , Arecibo 
and Caguas Regions . 

Th e current o r gan i a t i o n s h o ws s p (=• c i a 1 izat iu n of s up e r v;i s i o n at 
central level (regular program, adult and "out*--(:)f -school program"); however, the 
regional organi;:ation does not follow the pattern as relatively low enrollment 
in the special group courses does not justify independCiW: regional supervision. 
We believe that in order to better: coordinate thp. control of operations, the 
supervision at central level should bo unified under I: ho Assistant Director of 
Operations . 

The Assistant Director of Wage Earnings and Adult Home Making 
Programs should provide technical assistance to the Assistant Director of 
Operations in the development, implementation and control of courses reaching 
these special groups. 

The Assistant Director of Administration retains responsibility for 
coordination of purchasing and personnel activities as v/ell as assisting the 
Program Director in planning and budgeting activities and in preparing reports 
of operations. 
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Training and currLculum development ael:ivxLies ohould be transferred 
to the iipproprlale area level units charged with tho.^'e re mhs i !w' I j t- ' ■ muu.r 
the recommended organization. 

We reconimead the reinforcement of the Kegional General Supervisors by 
increasing the present number by six. All supervisors will be responsible for 
operations of the regular and the j^pecial programs conducted by Home KconomLcii 
Educatioa. 

Busi ness Hd i.ic a tion 
The Bu.-Gine.ss Education Program sliould reflect the organizational 
philosophy cxpresi^ed in the organization structure recommended'^'f or the area- 
level. Two major functions - each headed by an Assii-:tant Director - <:liould 
report directly to the Pcogram Director - Operations and -Administration. 

The Assistant Dire.: tor of Operations sh<juld be responsible for all 
operational aspects of the Program Ln Liie field. To properly distribute this 
workload, v/e recommend that four posit i.oiis be created, directly under h.Lm. 
These positions would be [aannod by General Supervisors as follows: 

. General Supervisor of S | ) e c i a 1 P r o g r ams 

. General Supervisor of Cooperative Programs 

. General Supervisor of iV.gional Group A, which 
includes the educational Regions of San Juan, 
Arecibo and Mayaguez 

. General Supervisor of Regional Group B, which 
includes the educational Regions of: Ponce, 
} I umac ao and Cagu as 

All curriculum and teaching materials development functions and the 

related positions should be transferred to the proposed central level cnrricu- 

lum group . 

Tlie present configuration of Regional Coordinators for special pro- 
grams and of Regional Coordinators for cooperative programs - one Coordinator 
per region ~ should be maintained. However, the staff of Regional General 
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Snperv.Lsor.s for t:he regular pro^'icim sIduLcI be si:i.\.MigLhcno.d by adding oiu^ 
Gen e ra I S li p a r v j. s o r i; o r « n c h i: c* g i. on. 

The Ar-isTsfaut DLrcctor of Admln.us Lration should have respon.sibii i. ty 
for purchasing, p.-T.^.fmne- 1. and equi.pmenL in addiliion Lo assisting i:hc Program 
Director in Lhe a. .:as of planning, budgGliing and rcporliing of operaLions. 
Aftor examining tliLi ri.scal projections for the noxL yoar^ addiliionai staff i.'^J 
not ncccr>sary for iha Assistant iMrector of Administration to accomplish his 
functions c>f f ec?: i.vt^ ly . We. believe that the majority of problems that caine up 
in tlio. past with r<-:,^ard to purchases anti appointments of personnel, wLJJ. be 
resolved at the rc;.:. ' nal level wi.th the addition of the Assistant Rev^ional 
]1l re c t o r o f Admin i ( r:i t i o i : and his staff. 

D i ^ U: r f but i u n r i n d > f a r ' : e t i n g 
I'd' :catinfi 

The Distvibutior, and MMrketin.:-; :u.h.u:atioa i- co^-ram does not have a 
clearly defined or^:^ari Lx.at : 'Mjal structure and assigm-icnt of functions. We 
recommend that in order t--^ achif-'.v<-.^ a bet:ter dc^^-'^ree of operating e f f cc tiveness , 
the Program should be rest ructiu.-'^d organ i.v;a t ionally and functions should be 
clear ly de f i ne d a d a s s i. gm id . 

The Director of the . DL-W-.ribution and Marketing Education Program 
should have: two positions reporting directly to him an Assistant Director 
of AcfciLnis tration and an Assistant Dire cor of Operations. Cons i. do ring the 
prrf^sen t enrollmcait i n the f^r^ gram, we rece ^m.end chat the posi t ion of Ass is taut 
Director of Operation^ sho-ild not he es tab fished at th i.s time^ however^ v/e <.Io 
include i(.: in the p/ )posad oraiani nation :ha rt as we believe that it will be 
necessary when the Pi )gram acn.ievns a la^ial enrollment of approximately 18,000 
students • 
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The Assistant; DirecLor of Adminislratiion bo respond i^hef^^J. 

v-OordiaaL:Lon of purchases, personnel appoiuLmci^^^ and for assisling Lho 
Program DirccLor in matters related to program planning, bndget.ing and prepa- 
ration of reports of operations. Training and curriculum development functions 
should be removed to the area-level units charged with tliose responsibilities. 

The Assistant .Director of Operations will be rosponsbile for all 
matters related to field operations of the Trogram, He should have two Area 
Supervisors reporting directly to him at central program level ~ one responsible 
for the San .Juan, Arecibo and Mayague^ Regions, the second one responsible for 
the Ponce, Caguas and ilumacao Regions, 

The present Levels of staffing at regional level - seven Coordinators 
for Adult Programs and six General Supervisors appear adequate when the pro- 
jections for program growth for the next Fiscal year are taken into considera- 
tion, V/a recommend, hcov/ever, thai: an additional positi.on of Coordinator for 
Adult Programs be established when total enrollment For this category reaches 
9,000, 

V o c a t i o 1 1 a 1 Guidance 
The organization structure of thi.s Program is product oriented. The 
structure apparently evolved gradually as ncv; programs were implemented or the 
need for a specific activity became apparent. The result is a product oriented 
organization structure in w^hich similar tasks should be grouped in a more 
effective way. We recommend to reorganise th.is Program in four rnaLn areas 
following the recommended organj. national structure guidelines for the central 
and regional levels. The program should bo structured around the i:ollowiag four 
areas : 
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1* Ad m J. n i s_t r a t: L o a 

An AssisLanL DirccLoi- of AdmLn.i.s LraL i.on should head Lhis area wLih. 

the follovjing responsibiXitiiGti : purchase coordi.naLion , personnel appo.i.ucrnoa Ls , 

budgeting, plaiuriug and monthly reports of operationy. 

An As n i s t ant Di re c tor of Ope r a t L on s should li e a d this are a wi t h 
operational resporif.; ibili t ies on all the programs. This or^^anizat ion is in liae 
wit:h the lack of specialization of the Rep^ional General Supervisors. Reporting 
to the Assistant Director of Operations tliere will be two Area Supervisors with 
conibinp.d operational responsibilities over the vocational counselors for 
e le mc} n t a 1 , ru r a 1 re as a n d vo cat i on a. 1 s c h. o o 1 s . 

This unit will act as support or service uni t to the operational 
group. It will be responsible mainly for the preparation ot" guidance films 
and class materials. 

At rhe regional Level, currently, a total of seven Regional General 
Supeir^/isors cover approximately 408 secondary schools and nine elementary 
s ch 00 Is , We re eomme ad to h :i. re s i x ad d i t .i o n a 1 Re g i on a 1 G'e ne r a 1 Supervise r s t o 
bring the supervision of these guidance counselors v/ithin a more manageable 
ratio . 

An Assistant Director for Follow-up should be responsible for the 
administration of the Follow-up Program. A minimum Follow-up Program should 
include the follow-up study of graduates each year for three years after 
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graduiition and every five years LhereafLer. llie FoJ. low-up Program should 
provide data related to each individual's employnient and status and an evalua- 
tion of the Vocational and Technical Education Program, 

Neighborhood Youth 
Corps 

The Neighborhood Youth Corp-s Program has unique characteristics 
inherent to the kind of services offered to the students. Tlie main function 
of the Program is to motivate and help retain the students in school through 
financial assistance^ in the form of job opportunities-^ . 

The benefits derived from the services provided by this Pi'ogram 
are directed to the general student body rather than to the students enrolled 
in vocational and technical education. The general nature of the Program im- 
plies the need to revise its organizational location in the Area of Vocational 
and Technical Education. After analy?iing the present structure of Neighborhood 
Youth Corps Program, its operational characteristics and most of all the nature 
of tile Program, we recommend that the Program be taken out of the Area of 
Vocational and Technical Education. We suggest locating the Neighborhood Youth 
Corps Program with the Scholarships Program of the Department of Education. 

vSpeci al Prog rams 

The Special Programs Unit, will receive additional work inputs as a 
result of the expansion of its services to cover exemplary projects started 
through other laws. 

We believe that in order to accommodate this additional workload and 
to provide a sustained level of operating effectiveness, an additional position 
should be created at the Assistant Director's level. 



The recommended organizational slirucLure for Lliis Unit is composed 
of Lhe foJ.lov/ing posi Lions: 

. Program Director 

. Assistant Program Director - Projects for 
Di s a d van t ag e d 

4 Assistant Program Director - Projects for 
Handicapped 

. Assistant Program Director - Exemplary Projects 

(b) Regional Level Organi?:ational 
S tract ure 



1. Restructure the Regional Organ ijiat ion to i nc.oirporat e the following 
executive positions: 

. As s i s t an t g L (.) n a L D i r e c t o r o I: Vo c a t i. o na 1 - 
T e c h n i. c a 1 E d n c a t i o n 

. Assistant Regional Director of Administration 

. Coord i aa tor for Community Relations oad 
Promotion 

2. Provide the following clerical positions at the regional level: 

. Budget and Statistics Technician 

. Coordinator for Purchasing, Maintenance and 
Contractual S e rv L c e s 

. Coordinator for Office Services and Personnel 

The Coordinator for Office Services aad Personnel should have direct 

supervision over the secretarial pool. 

3. Increase the number of Area General Supervisors for Vocational 
Programs by five supervisors . Specific increases by program are included in 
Chapter XI ~ Budget Requirements. 

4. Increase the number of General Supervisors for Vocational Programs 
at regional level by 44 supervisors. Specific increases by program are in- 
cluded in Chapter XI - Budget Requirements. 

5. Increase the number of Coordinators for Vocational Programs at 
regional level by six coordinators. Specific increases by program are included 
in Chapter XI - Budget Requirements. 
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6. Restrict: the. aso of profossioaal and adiiiiuistiraLivc t ran si Lory 
positions at central and re.j^ional level to tliose pof-^ i. t ions which will not he 
permanently required. Create regular positions for personnel needs which have 
been identified as continuing. 

7. Further studies should be conducted to determine the feasibility 
of esta])l ishing nuilti-program training for Regional General Supervisors with 
the purpose of quali fying supervisors in tv;o or more Vocational-Technical 
Programs., If this cross-training can be achieved, it will result in improved 
utilisic.tion of Regional Supervisors since in a single visit to a school they 
could evaluate the progress of several programs. 

iS^ iyi ^"^ i ^ S ^-^ ^ g ^- ^- " 

1. VJe recommend that the preparation of progress reports of different 
progran;s be removed from under the respons i 1) ili ty of the Planning and 
Educational Development Unit. Each Program Director should prepare a monthly 
re p o r t f o p e r a t i on s . 

2. The responsibility and the roles of the various parties involved 
in the preparation of the budget should be stated m^nre clearly. 

3. Budget procedures sliould provide more participation to Regional 
Directors and General Supervisors and include their inputs about regional needs. 

4. The budget format should be expanded to include a manning table or 
other device indicating the nuniber of_app roved budgeting positions for each 
salary account. 

5. A systematic review process should be established through which 
each reserve and expenditure item in tlie budget is analyr<ed and adjusted to 
acknowledge changes in federal grants. 

6. The A.V.T.E. should develop an integrated Planning and Budgeting 
Systera based upon clearly stated goals and objectives. The elements of a well- 
developed, properly integrated Planning and iUidgeting System are included in 
the body of the Reaper t under Planning and lUuigeting System, Appendix A. 

7. The A.V.T.F^:. sliould request to the Bureau of the Budget to con- 
sider the incorporation of fixed operational expenses into the state budget to 
avoid the possibility of eliminating a program due to lack of federal funds. 

( d) Systems a nd Pr ocedures 

1. Purchasing procedures should be reviewed to speed up the 
purchasing-to-delivery cycle. We recommend to reduce the number of approvals 
and to decentralize the purcliases at the regional and school district levels. 

2. A Systems and Procedures Unit should be established in the central 
organization structure under the Head of Information Systems. This unit 

will be responsible for the control of forms within A.V.T.E. and will establish 
proper coordination with the Planning Division of the Department of Education. 



3. Model propo.salri and ^' cck ILsLs filu)u Ld be developed Ho .simp l.i. f> 
Lhe proposal pro par aL ion proco'^ m -ul Lo reduco l:lio Limo and number oT 
exocuCives LnvoJ.ved in iLs r-"^^ ' 

A , Mo tl a. (: y the ]:> r e s v ■ ' / s tern o f appro v .-.i J. s for p o r s o nn c 1 a \> p o i n J: me n L a 
by esL'abli.shing lower approving levels. llie proposed systiein is shovm i.n Lhe 
body of Lhe KeporL under Lhe Personnel SecLion 'f Lhr. Systems and Procedures 
ChapLer. The proposed approval sy.stem v/ill simplify the appointnienL process, 
reduce its cycle Lime, and improve feedback of information. 

5» Review the system of paymenLs Lo j^arL -Lime teachers el LniLnaLing 
approvals not required for; fisccil conLrol and ri^treamliiiing tlie f;cedbcjck of 
inf or hat ion to allow prompL correcLion of errors and minimize Lhe delciy in 
proccvi.sing. 

6, A Policy and Procedures Manual for A.V.T.K. siionlu be developed 
Lu beLter guide operating poicsonnel in Lhe accompl LslimenL of Lheir Lasks , 

7. The present pracLice of searli-^vj; i.nLenial corr(\spandence through 
all levels ol* supervision until "it i:e;u::n5S the ii"ittMuled r-; c i ».•. n t ^should be 
changed. Conimin\ications sh.ould bo sent d)t\u.:t'ly lo ll:e i.ntunded receiver 
with information copies to Lhe diffL.rcni- mana;.;e-.:. ■ . • i levels. 

8» A p re regis tra Lion program for vocai i.»f.Mi- tiM-.ini i ca i courses should 
be established to insure ber. t'.^r plane:! m!;^ afid ('c::.ir'\ jifijrrvi ! i j.mi covera,C',o for 
potential students. The elerneptts of the p L'C)p(.} ;--a jji;. . >; i v r,M i f )n syster.! are 
inciudcd in the body of the Ivcport . 

(o.) Personnel Hvaluation and 
polici.es 



1 » Re cj u i r erne n t s ?.ov o d u c a t i on ; t L wo tk ex p e r i e n c e i n a vo cat i. o na 1 are a 
should be discontinued for adminlstrat i.\'o posiL.Ion:-; iioL diri^ctly relaLed to the 
teaching or immediate supervision of tht' programs. 

2. Continued attention should be given to "profiissional leave to 
study with salary." The po.s.sibility of increasing tlie number of this type of 
leaves should be considered. 

3. Leaves and promotions affecting personnel assigned to special 
projects should be carefully scheduled so as co minimize impact on the Project. 

4. A.V.T.i:. should establish its own training programs to supplement 
the present traini.ng programs (Professional Leave to Study v/Lth. Salary, and 
Summer School) . A Professional Training Office should be creaCed to organize 
pre-service , in-service and continuing education training programs • 

5. A formal written personnel evaluation procedure should be 
developed and implemented in the A.V.T.li. 
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( (y) ^^^liirv^ St: rued lira 

A.V.'i:.!':, should dovclop a ncv/ salary ncaie which v.-ill cnahlc it to 
successfully compcite w:Li:h other govofniiUMil: agencies, business, and univer- 
sities in attracting and retaining qualified manage r.i.al and administrative 
periiionncl . 

Cons icle rations which should be taken into account in the de velopiaent 
of: a revised salary scale are included under Chapter IX Salary Structure. 

(g) Porso anel Requi rements 

Staff: i.ng levels at the central and regional levels should be. revi.sed 
i n ac c o r d an ce \-; i. t h t h e re c onu tie nd a t i on s U t c d .L n t h e P e r s o n 1 1 e 1. Re q u i r cmc n t.s 
CI \ ap t e r o f th e Re port. 

A c om [) a r .i. son w i. t h the pre s e n t s t a f f L n 1 e v e 1 s I n d i e a t i n g the net 
increase or decrease of pL-rsonnel in ih\c.h position i included in Chapter XL 
E ud ge t Re c| u i r erne a t s . 

(h) Coordination with other 
Gov e. r n r^i o.u t Age ncie s 
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1. An in-depth study of the nr^eds, presf.mt facili.ti.es, biudin?^ eon- 
tracts and future expectations of edvicati.on in liea Uli-^related occupations as 
offered by the Department of Health and the Department of Education should be 
conducted. 

This study should focus on strengthening tfie coordination of re- 
sources of both Departments for training personnel i.n heal th -related 
occupations. 

2. A.V.T.E. should investigate and analyze the objectives of the 
Vocational Agriculture Program as related to those of the other government 
agencies involved in this Area. 

This study should consider the possibility of coordinating efforts 

and resources which could effectively fulfill the needs of the agricultural 



( i.) Leg is la I: ion 

1. The posRihil it:y of providi.np, financ.i.nl d to studuntzs iM.ir::M.u.ug 
regular vocaii Lonal- technical courst^s should be invos LigaL' ed . 

2. The salary scale of the Area of Vocational and Technical KducaCion 
should be reviewed, 

>V •}< >'< i< 

Wg were most pleased to be able to participate in this important 
project, and enjoyed our association and the cooperation received from your 
management personnel during the study. 

Yours truly, 

. ^ • i / / / , W ^ 
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